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EMPLOYEE CORRECTTVE ACTTON (ECA)

I. GENERAL

This Alabama Department of Corrections (ADOC) Administrative Regulation (AR)
establishes the policies, procedures, and responsibilities for administering employee
corrective action.

II. POLICY

It is the policy of the ADOC to ensure fair and equitable treatment to which all
employees are entitled. This policy is a strategic and fair approach to handling employee
behavior and job performance deficiencies, emphasizing correction and improvement
over punitive measures.

III. DEFINITIONS AI\D ACRONYMS

A. Appointine Authoritv: The ADOC Commissioner

Corrective Action Plan (CAP): A plan developed for an employee to address

behavioral or job performance deficiencies, inform the employee where
improvement is required, the desired result(s), and a specific time period allowed
for correction.

Counseling: An opportunity for a supervisor to communicate employee behavioral
or job performance deficiencies with an employee and provide him/her the

opportunity to correct deficiencies before ECA becomes necessary.

D. Emplovee: Any person employed by the ADOC as a full-time, part-time, or
temporary employee.

Emplovee Corrective Action (ECA): - The rules and procedures followed by the

ADOC to enforce its standards of behavior and address misconduct and/or policy
violations amongst employees pursuant to the State Personnel Department
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procedures and rules regarding progressive discipline. It outlines the steps taken
and consequences the employee faces should he/she fail to adhere to established
standards/requirements.

Emplovee Corrective Action System (eCAS): The program developed and
maintained by the ADOC IT Division to track and manage workflow for corrective
action approvals.

Emplovee Institution/Division File: Employee work history file maintained by
supervisory staff at the facility/division.

Emplovee Personnel (201) File: Employee work history file maintained by the
ADOC Personnel Division.

Heariney'Reviewins Officer: Individual designated by the ADOC Commissioner,
or his/her designee, who presides over administrative proceedings.

Involuntarv Demotion: A severe corrective action where an employee is assigned
to a position in a lower classification for behavioral or job performance
deficiencies.

K. Presentine (Chareine) Official: Deputy/Associate Commissioner,
Wardens/Division Director, or designee(s), who charges an employee with a

corrective action and subsequently presents the charge to a duly authorized
Hearing Officer.

L. Progressive Discipline: The process of administering corrective action in an

escalating format to allow the employee the opportunity to correct behavioral and
j ob performance defi ciencies.

M. Severe Step of Progressive Discipline: Step of discipline authorized by the
Commissioner, or his/her designee, including suspension, involuntary demotion,
and termination. Suspension days are assigned based on the employee's work
schedule.

N. Suspension: The third step of the ECA process where an employee is temporarily
placed in an inactive work status without pay (cannot exceed 30 calendar days in
one calendar year). Suspension days are assigned based on the employee's work
schedule.

O. Termination: the final step of the ECA process where an employee is terminated
due to behavioral or job performance deficiencies.

Warning: The first step of the ECA process used by supervisors to address

employee behavioral and job performance deficiencies.

a Written Reprimand: The second step of the ECA process used by supervisors to
address employee behavioral and job performance deficiencies.
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IV RESPONSIBILITIES

A. The Commissioner is responsible for:

l. Ensuring ADOC employees are treated fairly and equitably

2. Acting on recommendations for serious steps of ECA.

Deputy/Associate Commissioners, Wardens, and Division Directors are

responsible for implementing and adhering to this AR.

C. The ADOC Personnel Director is responsible for:

I Implementing, distributing, and maintaining this policy to ensure the ECA
policy complies with State Personnel Department policies and procedures
and applicable employment laws.

Providing policy oversight and guidance to ADOC supervisors so ECA is
carried out in a timely, consistent, and fair manner.

Providing training opportunities for supervisory staff authorized to
implement and/or participate in the ECA process.

Managing eCAS workflow in coordination with Deputy/Associate
Commissioners and Division Directors.

D. The ADOC Personnel Legal Counsel is responsible for ensuring the ECA policy
complies with applicable laws and regulations.

Supervisors are responsible for appropriately addressing employee behavioral or job
performance defi ciencies.
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F. Employees are responsible for reading, understanding, and complying with this AR.

PROCEDURES

A. The escalation of penalties within the ECA usually proceeds as follows:

l. Counseling(Non-Disciplinary);

2. Warning;

3. Written Reprimand;

4. Suspension from Work Without Pay;

5. lnvoluntary Demotion (often combined with another step of ECA);

3 of48 
AR2o8



B

6. Termination.

Expectations for Supervisors: Before a supervisor decides whether a particular
situation requires ECA, he/she shall adhere to each of the following:

1 Supervisors should make reasonable efforts to ensure employees are aware of
and have access to ADOC ARs, policies, and standard operating procedures
(SOPs) for which they are responsible and held accountable.

Supervisors should attempt to bring about positive changes in employee
behavior and job performance.

When an employee's behavior or job performance falls below standards, the
supervisors should, when appropriate, gather written statements from
employees/witnesses, departmental forms/ documents, surveillance video,
audio recordings, etc., and, when practical, talk to the employee regarding the
relevant behavioral or job performance deficiencies prior to implementing
ECA.

Counseling andlor additional training should typically take place prior to
implementing ECA.

The step of ECA depends, among other considerations, upon the severity of
the present infraction and the employee's work history. To promote fair and
equitable treatment of employees, supervisors should reference Annex E,

ADOC Employee Corrective Action Table, and/or consult with the ADOC
Personnel Director when administering corrective action. Prior offenses
within 3 years of the infraction date must be considered, while prior offenses
older than 3 years may be used as aggravating factors to increase the level of
ECA.

Because prompt action is necessary to achieve the desired corrective result, a

supervisor should address and document an employee's behavioral or job
performance deficiencies as they occur. A corrective action should be
uploaded to eCas within ten (10) days from the date of the incident. A
supervisor's failure to address issues as they occur prevents the employee
from correcting behavioral or job performance deficiencies. Supervisors
should not accumulate issues over time to implement a more severe step of
ECA. Exceptions to the ten-day rule may be considered when awaiting
investigative results or drug test results.

Regardless of the circumstances, in accordance with $ 36-26-29, Code of
Alabama (1975), "no charges for dismissal or disciplinary action shall be
preferred against any employee in the classified service of the state after the
expiration of three (3) years from the date such cause became known to the
authority having the power to terminate or discipline such employee."
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Only the Commissioner, or his/her designee, can implement severe steps of
ECA.

A supervisor should always conduct ECA meetings with an employee in a
confidential setting, with only the appropriate personnel present (e.g.,
supervisory chain of command, ADOC Personnel Director/designee, or
ADOC Personnel Legal Counsel/designee). The supervisor should provide
the employee with a clear statement of the behavioral or job performance
deficiencies and, if applicable, a CAP.

C. Counseling Before ECA

I The Deputy/Associate Commissioner may delegate the authority to conduct
counseling sessions to subordinate supervisors.

2 Where appropriate, supervisors are encouraged to counsel employees before
administering ECA. Counseling is not discipline, but rather is an opportunity
for a supervisor to document that he/she clearly and concisely communicated
behavioral or job performance deficiencies to an employee and provided
him/her the opportunity to improve in problem areas before ECA becomes
necessary.

Supervisors will use eCAS to compose a Counseling, upload supporting
information (e.g. witness statements, video/audio evidence, work product
samples), and receive necessary supervisory approvals prior to administration
to the employee. All information relied upon to support the corrective action
must be uploaded into eCAS.

4. Supervisory staff included in the eCAS review/approval workflow are tasked
with ensuring that ECA is applied in a timely, consistent, and fair manner.

Supervisors should not serve Counseling documentation or conduct a

corrective action session with the employee until all approvals have been
received through eCAS.

The eCAS generated ADOC Form 208-4, Employee Counseling Form,
should be administered in a confidential setting. The supervisor should
inform the employee that his/her failure to correct the behavioral or job
performance deficiencies that necessitated counseling may lead to ECA.

During counseling, the supervisor should assist the employee in identifoing
behavioral and job performance deficiencies and offer specific ways or
opportunities in which the employee can correct/improve the behavioral or
job performance defi ciencies.

The employee must sign the ADOC Form 208-4, Employee Counseling
Form, acknowledging counseling occurred. Signing the form does not
indicate that the employee agrees or assents to anything discussed during

5 of48

3

5

6

7

8

AR 208



counseling, or even the necessity of counseling. An employee's refusal to
sign the form will be considered insubordination and will result in additional
corrective action.

After the counseling session, the supervisor should provide a copy of the
ADOC Form 208-4, Employee Counseling Form, to the employee. The
original is maintained in the Employee Facility/Division File.

10. An electronic copy of the completed Counseling, and employee rebuttal, if
applicable, should be uploaded into eCAS and submitted after the five (5)
working days have passed. The status of the corrective action will be
modified to "Closed".

1 1. Because counseling is not considered corrective action, ADOC Form 208-A,
Employee Counseling Form, shall not be placed in an Employee's 201

File. However, should the employee's behavioral or job performance
deficiencies fail to be remedied through counseling, and ultimately require
that the supervisor use ECA, it is possible that a related ADOC Form 208-4,
Employee Counseling Form, will be placed in the Employee 201

file. Further, ADOC Form 208-A, Employee Counseling Form, can be used
by supervisors for training purposes and to justiff/supplement performance
appraisal ratings.

12. Supervisors may use counseling to address behavioral or job performance
deficiencies, including punctuality, absenteeism, dress code, or excessive use

of personal mobile/electronic devices. However, depending on the severity
of the behavioral or job performance deficiencies, the supervisor may elect to
skip counseling and implement ECA. Supervisors should address serious rule
violations through ECA and not through counseling.

D. Waming

Employees who fail to adequately improve after counseling, or who's
behavioral or job performance deficiencies are too severe for counseling to
be deemed appropriate, will be subject to ECA. The first step of ECA is a
Waming.

A supervisor will use eCAS to compose a Warning, upload supporting
information (e.g., ADOC Form 208-4, Employee Counseling Form, witness
statements, video/audio evidence, work product samples), and receive
necessary supervisory approvals prior to administration to the employee. It
may be appropriate for a supervisor to develop a CAP to address behavioral
or job performance deficiencies. A CAP informs the employee of the area(s)
where improvement is required, the desired result(s), and a specific time
period for the employee to correct the issue(s) and for supervisory staff to
review behavior and job performance. All information relied upon to support
the corrective action must be uploaded into eCAS.
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A CAP is not created in eCAS but should be uploaded into eCAS to
supplement the Waming. Supervisors seeking assistance in composing a

CAP should reference the Prosressive Discipline Manual published by the
State Personnel Department Training Division.

Supervisory staff included in the eCAS review/approval workflow are tasked
with ensuring that ECA is applied in a timely, consistent, and fair manner.

Supervisors should not serve Warning documentation or conduct a corrective
action session with the employee until all approvals have been received
through eCAS.

6. The oCAS generated ADOC Form 208-8, Warning, should be administered
in a confidential setting, at which time the supervisor should inform the
employee that further corrective action will be implemented if the behavioral
and/or job performance area(s) fails to improve to the desired level. At no
time will a supervisor speciff the next step of ECA to an employee.

The employee must sign the ADOC Form 208-8 , Warning, to acknowledge
supervisory discussion and receipt of the form. The employee's signature
does not indicate that he/she agrees with any facts documented and relied
upon in the ADOC Form 208-B, Warning, or any corrective action taken. An
employee's refusal to sign the ADOC Form 208-8, Warning, will be
considered insubordination and will result in further corrective action.

8. The employee shall be provided with a copy of the completed ADOC Form
208-8, Warning, with the original being placed in the Employee
Facility/Division File.

The employee does not have the right to appeal the Warning; however,
he/she can submit a written rebuttal to the administering supervisor within
five (5) working days of receipt. A timely filed employee rebuttal shall be
placed in the Employee Facility/Division File to supplement the ADOC Form
208-8, Warning.

10. An electronic copy of the completed ADOC Form 208-8, Warntng, and
employee rebuttal, if applicable, should be uploaded into eCAS and
submitted after the five (5) working days have passed. The status of the
corrective action will be modified to "Closed" once the ADOC Personnel
File Clerk has received a copy of the completed ADOC Form 208-8,
Warning, and employee rebuttal, if applicable, for placement in the
Employee 201 File.

1 l. The rating supervisor shall document a Warning on the Employee
Performance Appraisal for the appropriate appraisal period in which it was
administered. A Warning does not result in any points being deducted from
the employee's overall performance appraisal score; however, the Waming
may negatively impact an applicable work-habit area and/or the

7 of48

7

9

AR 208



responsibility rating. The rating supervisor shall attach a copy of the
Warning to the completed Employee Performance Appraisal as

documentation.

E. Written Reprimand:

A Written Reprimand is the second step of ECA. A Written Reprimand
typically is implemented when an employee's behavioral or job performance
deficiencies do not adequately improve after he/she received counseling
and/or received a Warning.

A supervisor will use eCAS to compose a Written Reprimand, upload
supporting information (e.g., ADOC Form 208-4, Employee Counseling
Form, witness statements, video/audio evidence, work product samples), and
receive necessary supervisory approvals prior to administration to the
employee.

It may be appropriate for a supervisor to develop a CAP to address the
problem area(s). A CAP informs the employee of the area(s) where
improvement is required, the desired result(s), and a specific time period for
the employee to correct the issue(s) and for supervisory staff to review the
behavior.

A CAP is not created in eCAS but should be uploaded into eCAS to
supplement the Written Reprimand. Supervisors seeking assistance in
composing a CAP should reference the Prosressive Discipline Manual
published by the State Personnel Department Training Division.

Supervisory staff included in the eCAS review/approval workflow are tasked
with ensuring that ECA is applied in a timely, consistent, and fair manner.

Supervisors should not serve Written Reprimand documentation or conduct a

corrective action session with the employee until all approvals have been
received through eCAS.

The eCAS generated ADOC Form 208-C, Written Reprimand, should be
administered in a confidential setting, at which time the supervisor should
inform the employee that further corrective action will be implemented if the
behavioral or job performance deficiencies fail to improve to the desired
level. At no time will a supervisor speciff the next step of ECA to an
employee.

The employee must sign the ADOC Form 208-C, Written Reprimand, to
acknowledge supervisory discussion and receipt. The employee's signature
does not indicate that he/she agrees with any facts documented and relied
upon in the ADOC Form 208-C, Written Reprimand, or any corrective action
taken. An employee's refusal to sign the ADOC Form 208-C, Written
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